INTRODUCTION
Marketing theorists and professionals have come to view organisational culture as a focal point for their concern. They recognise that the successful implementation of marketing strategy rests to a large extent with a responsive and flexible set of values which are embedded in the overall organisational culture (Bonoma 1984; Walker and Ruekert 1987) . The emphasis placed on developing customer orientation within organisations has also placed the spotlight on issues of organisational culture, with the recognition that such a customer orientation flows necessarily from implicit and explicit cultural values held by the organisation (Deshpande and Parasuraman 1986; Webster 1981) . Narver and Slater (1990) have taken such assertions one step further and attempted to measure the relationship between marketing culture and profitability.
There is a parallel literature which advances the proposition that organisational culture is of particular importance to the marketing of services. Pascale (1986) and Webster (1990) suggest that an appropriate and consistent organisational culture is a key factor in the successful marketing services of services. Since services possess distinctive characteristics which present service organisations with unique problems, the traditional methods of marketing and of ensuring quality cannot readily be applied to services (Gronroos 1982; Lovelock 1991) . Such characteristics as intangibility (Lovelock 1981) , inseparability (Booms and Nyquist 1981) , perishability (Bateson 1977) and heterogeneity (Berry 1980) render services quality and services marketing particularly sensitive to organisational culture issues (Lovelock 1991; Schneider 1980) . In a similar vein Carlzon (1987) illustrates the importance of the times when the customer comes into contact with the employee and therefore, the culture of the organisation by referring to them as 'moments of truth.' Thus, given the distinct characteristics of service delivery, the identification of an appropriate culture to support the initiatives of a services organisation might be seen as a key leadership challenge. One of the more useful tools supporting services managers in this area has been the instrument developed by Webster (1990) which measures the marketing culture of an organisation along six dimensions. The scale was developed using a rigorous process, and arguments supporting its reliability and its trait, content (Webster 1992 (Webster , 1990 , convergent and nomological validity (Webster 1992 ) have been persuasive.
THE PRESENT STUDY
Public sector organisations in Australia, as in many parts of the world, find themselves with new challenges in the 1990's, as political pressure is exerted on them to perform financially and in some cases to operate profitably in newly deregulated markets. Furthermore, the environment in which many such organisations operate is changing rapidly, as technological innovations redefine traditional industry boundaries and new sets of competitors emerge (Hamel and Pralahad 1994.) These demands are often at odds with the goals and ways of operating which characterised public sector organisations of the past, and there are distinct managerial challenges in moving such organisations towards the future. Typical initiatives involve the implementation of service quality initiatives (Soutar, McNeil and Maisey 1995) and the introduction of strategic marketing analysis and activities.
The present study flowed from an initiative taken by a large national public sector service organisation to enhance its customer orientation and marketing focus through the development of a strong marketing culture. Webster's (1990) instrument was used to measure employee perceptions of an ideal marketing culture and of the actual marketing culture in the Western Australian operations of this organisation. The questionnaire was a useful diagnostic tool, pointing to overall strengths within the existing culture, and indicating specific interventions which would strengthen particular dimensions of the marketing culture.
Dimensions of Organisational Marketing Culture
Organisational outcomes aside, some very interesting methodological insights emerged during the data analysis phase, in particular, the issue of the reliability of each of the six dimensions of Webster's (1990) model. The present paper has as its focus an overview of the reliability of the latter instrument in the context of an Australian public sector organisation. Webster (1990) defines 'marketing culture' as:
The pattern of shared values and beliefs that helps individuals understand the marketing function and thus provides them with norms for behaviour in the firm (Webster 1990, p. 113 ).
This definition is consistent with the view that organisational culture is an internal organisational variable and has its roots in the structural-functionalist school of thought (Radcliffe-Brown 1952) in cultural anthropology. Using a methodology similar to that developed by Parasuraman, Berry and Zeithaml (1988) to measure service quality, Webster (1990) determined employee perceptions of ideal marketing culture and the actual marketing of the organisation and posited that the gap between these two measures is an indicator of the appropriateness of the marketing culture of the organisation. Using a nineteen-step iterative process, Webster (1990 Webster ( , 1992 The present paper re-examines these six dimensions to determine their reliability in a different national context. Of interest too is the fact that the instrument has been used within a public sector organisation, albeit one which is struggling to develop and sustain a measure of competitiveness and profitability in the face of limited deregulation of its operations.
METHODOLOGY
The total population numbered 2687 subjects and was made up of all the permanent part-time and full-time Western Australian employees of a large national public sector organisation. From this population a sample containing 1400 respondents (52%) of the population was drawn using a disproportionate stratified random sampling method. This method was considered appropriate since it enabled the population to be divided into meaningful strata from which the respondents could be drawn, and also ensured that any strata with proportionately lower numbers would be adequately represented in the sample. The questionnaire contained items which measured, along a seven point Likert-type scale, the degree of importance respondents believed that their organisation actually placed on marketing culture and the degree of importance they believed it should place on marketing culture respectively (Webster 1990) . Questions regarding the work situation of employees such as the degree of contact employees have with the general public, the degree of teamwork among employees, employees' feelings regarding processes in the organisation, previous experience of employees and training undergone by employees were included, as were questions relating to demographic details of the respondents (gender, age, education level and duration of employment with the organisation.)
Questionnaires were sent to all members of the sample group via the internal mail system. Respondents were required to complete the questionnaires, place them in the envelopes provided and return them to the researcher via the internal mail system. All questionnaires were accompanied by a cover note assuring respondents of the confidentiality and anonymity of their responses. Four hundred and twenty-six useable questionnaires were returned. This response rate of 30% was considered acceptable, since it provided enough respondents from each strata with a good cross-section of the organisation being represented. The response rates were 61% from the upper strata, 38% from middle managers and 25% from lower level employees.
RESULTS

Factor Analysis: Actual Marketing Culture
In the process of measuring employees' perceptions of ideal and actual marketing culture, factor analysis was performed on the two sets of 34 variables, as proposed by Webster (1990) . This procedure determines whether there are any groups of highly correlated variables which might constitute underlying factors. Essentially, the goal of this stage of the analysis was to determine whether the original variables could be reduced to a smaller, more manageable number of factors and if so, whether these emergent factors were the same as those proposed by Webster (1990) . Principal components analysis was undertaken using varimax rotation and specifying the extraction of six factors to enable a comparison with Webster's (1990) six factors. The results of the factor analysis on the actual marketing culture are shown in Table 1 . From Table 1 it can be seen that the six dimensions identified by Webster (1990) emerged in this Western Australian analysis of the marketing culture of a public sector service organisation. Factors 1-6 in the present study were identified as: interpersonal relationships, organisation, selling task, service quality, internal communications and innovativeness respectively. 
Factor Reliability: Actual Marketing Culture
Following the identification of the six factors, reliability coefficients (Cronbach's alpha) were obtained for the summated scores of the items comprising each factor, and, as Table 2 shows, these factors had high reliabilities. When a detailed comparison was made of the variables comprising each factor in the present study (see Table 1 ) and Webster's (1990) allocation of variables to particular factors, seven variables were found to have moved. These 'floating' variables are highlighted in Table 2 . To assist in the comparison of Webster's (1990) factors and the factors emerging from the present study, reliability coefficients were also computed for the summated scores of the items loading onto each of Webster's (1990) six factors. The latter scores, which reflect high levels of reliability, are reported in Table 2 . The alpha reliability of the interpersonal relationships, selling and innovativeness dimensions are identical for the Webster's (1990) factors and for the factors which emerged 'naturally' from principal components analysis of the Western Australian data set. The organisation factor was marginally more reliable, and the internal communications factor marginally less reliable for the naturally emerging factors. However, Webster's (1990) service quality factor had a higher reliability (0.89) than did the emergent service quality factor (0.82).
A detailed study of the variables which moved between Webster's (1990) factors and the naturally emerging factors indicated significant movement within the service quality factor. Four variables, "employees' behaviour reflects the organisation's," "employees meet organisation's expectations," "emphasis on employee communication skills" and "employees' attention to detail," all moved to the organisation factor. This would explain the lower reliability score of the naturally emerging service quality factor when compared to Webster's (1990) comparable factor. The variable, "employees understand mission/goals," also moved to the organisation dimension from Webster's (1990) internal communication factor. Other movement of variables included "focus on hiring the right people" and "skills and product training for staff," which broke away from Webster's selling task dimension and moved to the naturally emerging interpersonal relationships factor. (In all cases these variables had the lowest factor loadings on the naturally emerging dimensions.)
Factor Analysis: Ideal Marketing Culture
The principal components analysis was repeated for the ideal marketing culture data to enable a comparison with Webster's (1990) six factors. Again, the naturally emerging factors paralleled the factors identified in Webster's (1990) study with Factors 1-6 being interpersonal relationships, organisation, selling task, service quality, internal communications and innovation (respectively.) The results are shown in Table 3 .
Following the identification of the six factors, reliability coefficients were obtained for the summated scores of each of the items using Cronbach's alpha. As Table 4 shows, these factors had high reliability scores. In addition, reliability coefficients were obtained for the summated items loading onto Webster's (1990) factors. These also showed high alpha scores. An examination of Table 4 shows that the reliabilities of naturally emerging factors and Webster's factors (1990) are identical for interpersonal relationships and selling dimensions. The innovativeness dimension is slightly more robust for the naturally emerging data set, and organisation, service quality and internal communications are slightly less reliable than Webster's (1990) factors. 
Comparative Factor Analysis: Ideal Marketing Culture
An examination of Table 4 reveals that, as for the actual marketing culture data, the composition of the natural factors emerging from the ideal marketing culture data set closely resemble the factors proposed by Webster (1990) , with only six of the 34 variables being different. As for the actual marketing culture data, two variables, "focus on hiring the right people" and "skills and product training for staff," broke away from Webster's selling task dimension and moved to the naturally emerging interpersonal relationships factor. Likewise, "employees' behaviour reflects the organisation's" and "employees' attention to detail" moved from Webster's (1990) service quality factor, but this time only the latter variable moved to the organisation factor, while the former variable moved to the naturally emerging innovativeness dimension.
Other variable movements included "supervisors state expectations," from Webster's (1990) service quality factor to internal communications, and "organisation up with technological advances," from the innovativeness factor to interpersonal relationships. 
CONCLUSION
The present study has determined that the six dimensions of marketing culture identified by Webster (1990) have high reliability in the context of a Western Australian public sector organisation. However, there is movement across factors in the loadings of some of the 34 variables on Webster's (1990) scale. "Focus on hiring the right people" and "skills and product training for staff" moved from the selling dimension to the interpersonal relations factor for both the actual and ideal marketing culture data sets. There is a clear argument for rewording the latter variable to "training in sales skills and product knowledge" so that it more directly and explicitly relates to the selling dimension. It is also recommended that the variable, "focus on hiring the right people," be reworked to "focus on hiring salesoriented staff."
Factor Reliability Issues
Of methodological concern in the present study is the fact that, for the actual marketing culture data set, the service quality factor is somewhat less reliable than Webster's (1990) measure. This is not surprising given the movement of four of the eight variables loading onto this factor to other dimensions. The variable, "employees' attention to detail," which moved from the service quality factor to the organisation dimension, might be reworded to "employees' attention to detail in meeting customer expectations." Another problematic variable is "emphasis on communication skills," which also moved to the organisation factor. A rewording to "emphasis on listening to and communicating with customers" would more accurately convey the implications of this variable for the service quality factor.
Problematic Variables
"Employees' behaviour reflects the organisation's" also moved from the service quality dimension, aligning itself with the organisation factor in the actual marketing culture measures and the innovation factor in the ideal marketing culture data. There would appear to be a contextual explanation for the differential movement of this variable. It should come as no surprise that a public sector organisation in the process of moving its culture from one which was bureaucratic and inward-looking, to one which embraces the challenge of operating effectively within a reframed and competitive industry structure, might seek for innovative behaviour but actually model and exhibit orderly and efficient work practices. While this fact might be of interest to management in its process of cultural transformation, it does not point to any inadequacy in Webster's (1990) scale. In fact, future administrations of the questionnaire within the organisation might provide a defacto measure of the success of the organisation's transformation to a marketing oriented organisation with a focus on quality service delivery. Similarly, the variable, "employees to meet organisation's expectations," which moved to the organisation factor in the actual marketing culture measures, might be expected to load on the service quality factor as cultural transformation is effected within the organisation. Thus, for the four problematic items on the service quality battery (actual marketing culture), it is recommended that two variables be reworded and two remain with their present wording. However, in future administrations of Webster's (1990) scale, particular attention should be paid to the stability and the reliability of the service quality dimension.
Other floating variables, "supervisors to state expectations" and "employees understand mission/goals" were problematic in the ideal and actual marketing culture measures (respectively) with both variables moving from the internal communications dimension. It is obvious why "supervisors to state expectations" might move to the service quality factor and there seems little which might be done to change the wording of this rather generic aspect of communication to improve its association with the internal communications factor. On the other hand, while "employees understand mission/goals" is an essential prerequisite for their being organised, this variable might be reworded to "mission/goals communicated to ensure the understanding of all staff" to improve the stability of the internal communications factor. In the ideal marketing culture data set, the movement of "organisation up with technological advances" from the innovation dimension to the interpersonal communications factor is an anomaly. Given that the factor loading score was extremely low (0.44), no amendment of this item seems appropriate at this stage.
Recommendations for Future Research
While there is some diffusion in the factor patterns in the present study, with four variables 'floating' for both actual and ideal marketing culture factors, and a further three and two variables being problematic in the actual and ideal data sets (respectively), there is little need for concern about the overall stability of Webster's (1990) factors. Some cross-loadings of variables onto factors is common in principal components analysis. Administration of Webster's (1990) battery of items with the changes recommended in the present paper would be a useful future research activity. Careful attention should be paid to the stability of the amended variables, and the reliability of the service quality factor should be noted in a variety of research contexts. Parasuraman, Berry and Zeithaml's (1990) recommendation that respondents be given definitions of each of their service quality dimensions and be required to place the variables in the SERVQUAL battery into an appropriate factor, based solely on their item content, (and not in relation to ideal nor actual organisational performance,) is useful in the present context. This technique would continue the refinement of Webster's (1990) instrument and should improve the validity of the factor structure.
Whereas slight rewording of some items (five) has been suggested in the present paper, it is not recommended, as did Carman (1990) in his reworking of SERVQUAL (Parasuraman et al., 1988,) that the number of factors in Webster's (1990) scale be changed. The present dimensions appear to have discriminant validity. Webster's (1990) scale is a robust instrument for the measurement of the marketing culture of an organisation. It has proved a useful diagnostic tool for the organisation in the present study and the ongoing development and fine-tuning of the questionnaire is strongly endorsed.
